
Unraveling the Web of 
Conflict of Interest, 
Conflict of Commitment 
and Outside Activity 
Disclosure into an 
Automated System

CONFUCToF 
EVERYTHING 



LEARNING OBJECTIVES

 Conflict of Interest, Conflict of Commitment and 
Outside Activity and the groups each topic impacts.

nuance disclosure requirements and articulate 
key stakeholders needed at various points in the 
process. 

 a framework for planning and implementation 
of new software including strategic communication 
and institution-wide change management. 



Conflict of Interest 

DEFINING THE CONCEPTS

Outside Activity

Conflict of Commitment 



Outside Activity
Policy Definition: 
“An activity performed on or behalf of an outside entity that is similar in nature, 
practice, title or use of professional skills to the employee’s role at the 
University, or regularly requires an employee’s time and attention during their  
expected work hours.”

What it Actually Means: 
Anything that one does that is not for the University. 

- All faculty
- Exempt staff

Employee Group:
 

What it Actually eans: 

Emp oyee Group: 



Examples: 
• Board Membership: Helping govern or make high-level decisions 

for the organization. 
• Consulting: Providing expert analysis on a research project.
• Employment: Holding a secondary job with an external 

organization or company.
• Management: Overseeing or managing operations or staff in a 

business setting.
• Ownership: Holding partial or full ownership in a business.
• Teaching: Serving on a faculty committee at another university.
• Volunteering: Volunteering extensively for a nonprofit 

organization, which takes time away from your University work.

Outside Activity
Exa pies: 



Policy Definition: 
“A situation where financial or other personal or professional considerations 
compromise, or have the potential to compromise, an individual’s objectivity, 
professional judgment, professional integrity, and/or ability to perform his or 
her responsibilities to the University.”

What it Actually Means: 
Anything that can affect ones judgment in carrying out their University 
responsibilities. 

Employee Group:
 - Full-Time & Part-Time Faculty

- Full-Time & Part-Time Staff
- Students (undergraduates, graduate students, postdoctoral fellows)

- Visiting Faculty
- Postdoctoral Scholars

Conflict of Interest
Po icy Definition: 

What it Actually eans: 

Emp oyee Group: 



Examples: 
• A faculty member accepts royalties for the publication of his 

scholarly work.
• A faculty member accepts an honorarium for giving a lecture 

outside the University.
• A faculty member directs a student into a research area from 

which the faculty member may receive financial gain.
• A staff member serves as a director of an organization that does 

business with the University.
• A corporation asks a faculty member to sign a contract that would 

forbid publication of the faculty member’s research findings.
• A staff member is selecting candidates for admission to the 

University and a family member applies for admission.

Conflict of Interest
Exa pies: 



Policy Definition: 
“A situation in which a faculty member engages in a professional activity 
whether paid or unpaid, that compromises his or her professional obligations 
to the University.”

What it Actually Means: 
Anything that can affect the time available for one to complete 
their University responsibilities. 

Employee Group:
 - All regular faculty

- All visiting faculty

Conflict of Commitment
Po icy Definition: 

What it Actually 

Emp oyee Gro • 
• 

eans: 



Examples: 
• Refereeing manuscripts in one’s area of expertise.
• Attending professional meetings.
• Teaching at the University outside of a faculty member’s home 

department.
• Serving on the editorial board of a learned journal.
• Consulting, teaching outside of the University, holding office in a 

scholarly or professional organization, editing a learned journal, 
and any other potentially compromising professional activities 
for more than one workday per month, but for less than seven 
workdays per month (on average). 

• Working full-time outside of the University during any semester 
in which the faculty member is under contract to work for the 
University.

Conflict of Commitment
Exa pies: 



Different roles may have different 
standards for disclosure.

Standardization of conflict 
categorization and 
management strategies. 

Balances compliance 
& academic freedom.

Minimizes risk for changes after 
implementation. 

WHY NUANCE MATTERS



Why are we here?

Asking this aims to identify the 
that led to this effort in the first place.

 
 What prompted this need?
 What opportunity are we trying to   

    capture?
 Why is it the right time to do this?

Ask questions like: 

* 
* 



Why are we here?

Asking this aims to identify the 
that led to this effort in the first place.

 
 What prompted this need?
 What opportunity are we trying to   

    capture?
 Why is it the right time to do this?

• Updates to Conflict of Interest Policy. 
• New Outside Activities Policy.
• Existing Conflict of Commitment Policy disclosure process never implemented.

• COI information entered into a single text box. 
• No way to sort by Executive Office, Division, College, etc. 
• No built-in reporting – must export into Excel, Tableau, etc.
• Communication outside of system only.

• Compliance taking over from General Counsel.

Policy Changes: 

Limitations of Current System: 

Change in Oversight / Management: 



What are the goals?

 
What problem are we solving?
What are we trying to achieve?
What does success look like?
 Who benefits, and how?

Asking this aims to clarify the  
and ensure all involved know what  looks 
like. 

Ask questions like: 

* 
* * 
* 
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What are the goals?

 
What problem are we solving?
What are we trying to achieve?
What does success look like?
 Who benefits, and how?

Asking this aims to clarify the  
and ensure all involved know what  looks 
like. 

Provide consistent 
mitigation strategies 

for Designated 
Reviewers to employ 

when potential/ 
perceived or actual 

conflicts exist. 

Implement an 
enhanced disclosure 

system that allows for 
entry of individual 
activities without 

adding excess burden 
to the discloser. 

Deploy in-depth 
training that is 

accessible and easy                
to understand. 
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What is the scope?

Asking this aims to clarify the 
of the project or task – what’s included, what’s not, 
and where the focus lies. 

 
What are the main deliverables?
What is not included?
Are there any constraints (time, budget)?
 Who are the key stakeholders?

Ask questions like: 



What is the scope?

Asking this aims to clarify the 
of the project or task – what’s included, what’s not, 
and where the focus lies. 

 
What are the main deliverables?
What is not included?
Are there any constraints (time, budget)?
 Who are the key stakeholders?

Use your policies to narrow scope and stakeholders.
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What is the scope?

Asking this aims to clarify the 
of the project or task – what’s included, what’s not, 
and where the focus lies. 

 
What are the main deliverables?
What is not included?
Are there any constraints (time, budget)?
 Who are the key stakeholders?

• Functioning automated system 
including OA, COI, & COC. 

• Audit & Advisory 
• Information Technology
• General Counsel 
• Information Technology
• Provost 
• Research

• Must be completed by the next 
disclosure cycle.

• Need to utilize current disclosure 
housed in OnBase which IT 
manages. 

Deliverables: Key Stakeholders: 

Constraints: 



What is the timeline?

- How long the work will take,
- When each part needs to happen, and
- What the deadlines are. 

 
 Is there an ideal time to start / 

    implement?
What are the key milestones?
 Are there any external deadlines?

Asking this aims to clarify the 
of the project or task – what’s 

included, what’s not, and where the focus lies

Ask questions like: 

* 



What is the timeline?

- How long the work will take,
- When each part needs to happen, and
- What the deadlines are. 

 
 Is there an ideal time to start / 

    implement?
What are the key milestones?
 Are there any external deadlines?

Asking this aims to clarify the 
of the project or task – what’s 

included, what’s not, and where the focus lies

 User training
 Release of disclosure
 Deadline (30 days)

• Annual disclosure cycle occurs in October. 
• No external or regulation-based deadlines.
• Willing to flex up to two months (December).

Key Milestones: Ke ilestones: 

(I) 
@ 
@ 



What is the timeline?

- How long the work will take,
- When each part needs to happen, and
- What the deadlines are. 

 
 Is there an ideal time to start / 

    implement?
What are the key milestones?
 Are there any external deadlines?

Asking this aims to clarify the 
of the project or task – what’s 

included, what’s not, and where the focus lies

Oct               
Go-Live

Finalize & 
approve new 

process 

Meet with 
OnBase team for 

planning 
Begin initial 

system testing 

Reviewer training module 
sent out; in-person 
sessions available  

Begin monthly 
reminder emails 

to leaders  

All training 
completed by 

September 30th 

Begin training 
planning; vendor 
review (if needed) 

Training plan 
finalized, including 
vendor selection 

(if needed) 

Complete final 
system testing& 

validation  

General training 
module notice sent 

out 

In-person reviewer 
training sessions 

available 

On-Base-system development

Nov Dec Jan Feb Mar Apr May Jun Jul Aug Sep

2023 2024



What is the budget?

Asking this aims to understand 
, where it’s going, and how to use it 

. 

 
What are the main cost areas?
 Are there any fixed costs or 

    flexible areas?
 Is there a contingency buffer for

    unexpected expenses?
 Is there work that can be

    done internally?

Ask questions like: 

* 
* 
* 
* 

• I 



What is the budget?

Asking this aims to understand 
, where it’s going, and how to use it 

. 

 
What are the main cost areas?
 Are there any fixed costs or 

    flexible areas?
 Is there a contingency buffer for

    unexpected expenses?
 Is there work that can be

    done internally?

No funding planned / available. 
• Expected to update / enhance existing disclosure.
• Considered “continuation of business” as University IT 

oversees the OnBase system. 
• • a I e a . 



BUILDING, PLANNING & 
IMPLEMENTATION

makes the 



Mapping
Map out the desired workflow. 

• Provide wireframes / process maps to the development team. 
• Be specific in the expectations / goals.

*Refer to the supplemental handouts for example mapping. 
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Acceptance Testing
•Include IT in all user acceptance testing (UAT) discussions. 

•If you are using a third party software, ask upfront about user 
    acceptance testing:

-Who creates the testing scenarios?
-Who is responsible for completing the testing?

', i \ I!;//,,! 



Technical Support
•Identify what technical support will be provided by the vendor 
    or internal team and for how long.
•Establish workflow and expectations around any bug fixes, issues, etc. 
    as well as the average turnaround time. 
•Inform IT Help Desk of the project, as they can help:

-Develop scripting for the Help Desk staff and
-Identify access questions that may arise. 

L\\~ ! ;i1~1 



Change Management
Utilize the University’s Change Management staff if available.

• Provide “outside” viewpoints.
• Experienced with good and bad implementations.
• Knowledgeable about different avenues to get information to                                 

faculty and staff.
• Use the opportunity to update / refresh your website. 
• Develop a collaborative, ongoing communications document. 

https://docs.google.com/document/d/1GYmShwAHdg7jY0hZfiV43xPI36BSJJlHtRvqL5XPemo/edit?usp=sharing


Change Management
Utilize the University’s Change Management staff if available.

• Provide “outside” viewpoints.
• Experienced with good and bad implementations.
• Knowledgeable about different avenues to get information                                          

to faculty and staff.
• Use the opportunity to update / refresh your website. 
• Develop a collaborative, ongoing communications document. 

https://docs.google.com/document/d/1GYmShwAHdg7jY0hZfiV43xPI36BSJJlHtRvqL5XPemo/edit?usp=sharing


Strategic Communication
Communicate  and ! 

• Develop and utilize a shareable communications plan to stay 
on schedule

• Succinct, directed emails
- Work with the University Communications team early in 

order to access email groups.
• Digital screens
• Printable flyers
• Include website URLs and QR codes

 

https://docs.google.com/spreadsheets/d/1zTTigdf3VUGLwYQnEaKpd6HaS2Z49xoz6kbWikxLGEA/edit?usp=sharing
https://docs.google.com/spreadsheets/d/1zTTigdf3VUGLwYQnEaKpd6HaS2Z49xoz6kbWikxLGEA/edit?usp=sharing


Strategic Communication
Communicate EARLY and BOLDLY! 

• Succinct, directed emails
- Work with the University Communications team early in order                              

to access email groups
• Digital screens
• Printable flyers

 



Training & Support
Cater to  learning styles.

• Record on-demand training that walks a user through the 
software – make sure to do this for all user types. 

• Develop detailed job aids specific to both the disclosure and 
review processes. 

• Schedule virtual open office hours allowing employees to meet 
and discuss questions, challenges, etc. 
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- Work with the University Communications team early in order                              

to access email groups
• Digital screens
• Printable flyers
• Include website URLs and QR codes
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Training & Support
Communicate  and ! 

• Succinct, directed emails
- Work with the University Communications team early in order                              

to access email groups
• Digital screens
• Printable flyers
• Include website URLs and QR codes

 



Implementation
• A phased roll-out is ideal. 
• Identify the first departments and communicate in advance – 

create a sense of excitement about being the first to try the 
new system. 

• Consider issuing a small number of disclosures one day, then 
taking the next two days “off” to allow for issues or bugs.



Post-Implementation

• Continue team meetings post-implementation to discuss any 
issues. 

• Work through challenging cases as a team to establish consistency.
• Establish timeline for delinquency notifications and when to 

escalate to supervisors.  
• Be a lifeline for reviewers but don’t do the work for them. 



CELEBRATE THE WIN



• Automatic feed from HRIS – new users get tasked day after entered 
• Ability to schedule assignment of disclosure to individuals or groups
• Task assignments for disclosers, reviewers, approvers, etc. 
• Escalating notices to supervisors for delinquent disclosures
• Automated signature / approval process for Management Plans
• Integration to Research’s Current & Pending system  

Automation



• College/Department
• Department/Section
• Status 
• Reporter
• Supervisor
• Has Active Management Plan

• Outside Entities
• Outside Activity
• Equity  
• Intellectual Property

Reporting



Overall Completion Rate

90.0%

92.0%

94.0%

96.0%

98.0%

100.0%

2019-2020 2020-2021 2021-2022 2022-2023 2023-2024 2024-2025
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*27 still awaiting signatures

COI Management Plans



Final Thoughts

• Define your key concepts and identify key stakeholders early. 

• Use resources across the University throughout the process.

• Have a contingency plan … or two!

• Celebrate the wins and learn from the “losses.”

• Provide easy to use tools / references for users.
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